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Abstract 
Strategic facility planning provides an organization with a methodology to optimize 
resources and ensure that facility management decisions are aligned with an organization's 
overall business goals. While most organizations have a clear mission and a vision of the future, 
many mid-sized organizations, to their detriment, fail to prioritize strategic facility planning.  
The U.S. Department of State (DOS) has diplomatic missions all over the world which 
often include a non-profit enterprise, run a volunteer board of directors. These clubs operate 
business units that are intended to provide an American-like experience for U.S. Diplomats, 
servicemen and women, and their families. While small, compared to the facilities for a 
university or manufacturing plant, these businesses would benefit from a strategic facility plan 
(SFP) due to their complexity and continually changing leadership. 
The purpose of this study was to understand and document best practices and create a 
Strategic Facility Plan (SFP) for such an enterprise. The SFP created provides a snapshot of 
current conditions, documents recent decisions, and goals for the future and includes detailed 
information so that new board members have a framework within which to make facility and 
business decisions.  The SFP created is scalable and could apply to other similar organizations.  
The methodology for creating the SFP included meeting with key stakeholders, surveying 
customers, site walk-throughs, and applying data collection and analysis techniques using a Pugh 
Decision Matrix, a Process and Project Delivery Review and a Balanced Scorecard. 
Keywords: Balanced Scorecard, Benchmarking, Post Occupancy Evaluation, Pugh Decision 
Matrix, Strategic Facility Plan, Strategic Planning, SWOT Analysis 
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Introduction 
The facility that provided information for this project is located in an unspecified city in 
Asia and is owned by the United States Government. For shorthand and privacy, this facility will 
be referred to as the "Club." The Club aims to provide a “slice of America” to enhance the 
quality of life and the morale of U.S. Embassy employees who are far from home. The Club 
must support the U.S. Diplomatic Mission's goal “to be a vital partner in supporting the 
development of a strong, prosperous, and independent [Country] that contributes to international 
security, engages in free, fair, and reciprocal trade, and respects human rights and the rule of 
law" (U.S.A., 2018).  In addition to direct-hire Americans, the Club is open to local embassy 
employees and, for a fee, the general public. The Club offers basketball and volleyball courts, a 
children's play area, an open field and an open-air covered restaurant that serves American-style 
food. It also has a multi-story building that includes offices, a commercial kitchen, restrooms, 
meeting facilities that can be rented for a fee and storage. At a separate location, it operates a 
gym that is open to paying members who must be U.S. Embassy employees. 
Similar U.S. Embassy-affiliated enterprises exist all over the world with the size and 
structure varying according to the amenities (and products) locally available. In countries with 
robust economies and diverse retail available on the local market, the Club may operate a 
cafeteria, a hair salon, a gym (including fitness classes), dry cleaning services, postal services, 
parking space rentals, and even a commissary that sells imported American craft beer, wine, and 
liquor. In developing countries with less access to U.S. goods and standards of care, the Club 
might operate a gas station, a shuttle service, a daycare, lodging for employees who are posted 
temporarily, or even a grocery store that may sell specialty products such as Thanksgiving 
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turkeys and peanut butter. An employee association-run enterprise typically has multiple 
business units within it.  
Club Management Structure & Regulations 
Clubs run by employee associations within the DOS are overseen by the Office of 
Commissary and Recreation Affairs (CR), which is part of the Bureau of Administration, which 
oversees all aspects of management including facilities management, procurement, 
transportation, and other management disciplines (U.S. Department of State, n.d.). At the local 
level, these employee associations are run by a volunteer board of directors, and CR provides 
“overall policy, operational guidance, and oversight to employee associations abroad” (6 FAM 
514.1). Employee associations must not negatively affect the diplomatic relationship with the 
host country and must comply with “local customs and labor laws” (6 FAM 23). 
For financial and management control, the board of directors "must maintain financial 
records in accordance with U.S. generally accepted accounting principles (USGAAP) or 
International Accounting Standards (IAS)" (6 FAM 530) to be submitted monthly or several 
times a year depending on the type of report. “Boards of directors must conduct monthly random 
unannounced counts of cash and inventory," and the board must approve an annual budget “at 
the start of each calendar year” (6 FAM 530).  The board of directors must manage the finances 
of the club professionally and ethically "…to prevent embarrassment to the U.S. Government 
and the employee association” (6 FAM 531).   
No one business unit (known as a “cost center”) may subsidize another (Foreign Affairs 
Manual, 6 FAM 531.5). “Local currency bank accounts may be maintained for current 
expenditures” however “excess funds must be maintained in U.S. financial institutions that are 
federally insured," (6 FAM 531.2) and it is forbidden to invest excess revenues in "speculative 
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enterprises or institutions…” (6 FAM 531.2). Prices must be fair because the enterprise must 
remain solvent (6 FAM 531.4) and although “profits from employee associations are not limited 
[they]must not be excessive” (6 FAM 531.4). “Employee association net profits should be 
reinvested into the organization to maintain current operations, improve services, establish new 
activities and provide for capital improvements"(6 FAM 531.4).  
 Employee associations, “whenever feasible…[are to be] located on U.S. Government-
held property (6 FAM 525), rent-free (6 FAM 524) and are therefore required to pay (to the  U.S. 
Government) a percentage of the cost of a similar market-rate space, as well as the cost of 
utilities, security guard services and so forth (6 FAM 524). Employee associations must also pay 
a reasonable amount toward maintenance, repairs and capital projects that are for the exclusive 
use of the Club (6 FAM 524). Employee associations do not have to pay federal or state taxes on 
their income or unemployment taxes (6 FAM 556).   
The board of directors has a fiduciary responsibility and must maintain insurance to 
protect the organization and individual board members. “The U.S. Government assumes no 
liability for the obligations of employee associations” (6 FAM 531a.) In cases where employee 
associations continually struggle with financial and management issues CR can “revoke the 
charter and terminate the association” (6 FAM 551.1), so board members are incentivized to be 
financially responsible while taking on reasonable risk. 
As in most locales, the Club used for this project is managed by a board consisting of 
direct-hire Americans (diplomats, members of the armed forces and representatives of other U.S. 
Agencies), who must be in the majority. Spouses of direct-hire Americans may serve on the 
board but must be in the minority. The board also has several non-voting board members who 
are direct-hire Americans, such as the head of the embassy's management section. The general 
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manager (GM), who may be a local employee or an American family member, reports to the 
board and oversees daily operations. The GM manages an accountant, groundskeepers, 
maintenance and security teams. The restaurant tenant interacts with the GM regarding day-to-
day issues (such as closures), but the tenant negotiates directly with the board of directors for the 
lease agreement, equipment investments, and so forth. There is a memorandum of understanding 
between the embassy's Facility Management Section and the Club's board. Although the facility 
manager (FM) for the Embassy attends to building and grounds-related problems at the Club (as 
work-orders), the board makes most of decisions regarding contracts, money, capital projects, 
events, and maintenance. The FM has limited funds that s/he must use to manage all U.S. 
Embassy assets within the host country and because the Club has its own money the FM prefers 
to be hands-off with the Club. (The organizational structure is diagramed in Appendix A.) 
Problem Statement 
The Club struggles with high board member turnover, a demanding and often bombastic 
principal tenant, limited funds and lack of a strategic facility plan. Most board members are only 
posted to this city for 2-4 years, and their short-term tenure has meant the development and 
implementation of an SFP has not been a priority. As a result, the management lacks a long-term 
shared vision for the Club and issues and failures tend to be addressed piecemeal. The Club does 
generate income, but without a strategic plan, some board members are tempted to do visible 
projects that they can take credit for, instead of completing a needs assessment. Plus, except for 
meeting minutes and the budget, institutional knowledge, including what is currently working, 
and the reasons for and impact of decisions have not been documented in an easy-to-access, 
living document from which new and existing board members can learn.  The importance of 
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strategic facility planning is underscored with these statistics presented by Sawhill (2010) at an 
IFMA conference:  
• "20% of an organization's income statements are real estate and facilities expenses.” 
• “35% of an organization’s balance sheet assets are real estate and facilities.” 
• “48% of an organization’s greenhouse gas emissions are produced by buildings.” 
If the Club can begin to document and measure their performance (strengths and weaknesses), 
they will be better positioned to adhere to their mission and less likely to spend money on 
projects that may undermine them in the long run. 
Significance 
This project presents an argument in favor of strategic facility planning for small to 
midsized organizations and creates a framework, using the Club as an example, that other similar 
organizations could use as a guide. This study demonstrates how the unique attributes of a board 
of directors-run club affect facility decisions. With overseas DOS Clubs, significant strategic 
facility decisions are often imposed by bureaucrats working for the DOS-Bureau of Overseas 
Buildings Operations (OBO) in Washington, DC. Using the disciplined approach of an SFP will 
empower an overseas employee association—with facts, metrics, information on successes and 
failures as well as influences and risks—to effectively argue in favor or against decisions 
dictated by OBO. The SFP provides a transparent method with which to manage public funds 
and government-owned real estate assets with a focus on commercial viability and sustainability. 
“…failure to plan for facilities use is to be a prisoner of reaction” (Roper & Payant, 2014). 
Although there are many best practices for creating an SFP, there is no one path for doing 
so. As Brookwood (2012) states, "No two organizations are alike. Likewise, there is no standard 
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process for this kind of planning. The form that the plan should take and the process that is used 
to develop the plan should be individually tailored…" to the particular circumstances of each 
organization. While this flexibility offers FMs freedom in creating the SFP, it can also prove to 
be a daunting challenge: where does one start? For this project, the techniques and tasks required 
to conduct a Post Occupancy Evaluation (POE) and a Balanced Scorecard (BSC) were used to 
discover, document and organize information. (POE and BSC methods were researched and are 
described in the literature review section below.) While the tools to create an SFP are described 
in general terms, POE and BSC have specific suggested steps for gathering, organizing and 
analyzing information in order to use it to the advantage of a facility. A POE and a BSC are often 
conducted as projects in and of themselves and can require months of work and input from 
consultants and subject matter experts. Thus, for this project, they are used to support the 
creation of an SFP by suggesting a methodology to track decisions and help the Club create a 
map that determines: where they are, what is important, where they want to be over time, how to 
get there, and who the responsible parties are.  
Benchmarking at the local level is currently conducted intermittently, which is of limited 
value. Real benchmarking of overseas clubs would need to be managed by CR out of 
Washington, DC and starting an international benchmarking process would not be simple. 
However, the process of creating and updating an SFP provides a club with critical inputs for 
benchmarking. With information documented in an SFP, overseas clubs could potentially 
benchmark against each other, elevating the standards for which they strive, while sharing ideas 
and strategies to overcoming challenges.  
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Literature Review 
A strategic facility plan (SFP) is a document that is produced as a result of a strategic 
facility planning that helps an organization align the facility goals with the business goals and 
“strategic policy objectives” (ISS, 2018).  The SFP is a “2-5-year plan encompassing the entire 
portfolio of owned and/or leased space” (IFMA, 2009).  ISS (2018) points out that, cooperation 
between sectors and stakeholders of an organization can lead to greater business success, and 
according to IFMA (2019) better facility management, better service, happier customers and 
stakeholders, and financial savings.  
Four Steps of Strategic Facility Planning 
According to ISS (2018) and IFMA (2009), strategic facility planning requires the 
following steps: 
1. Understand the organization’s “mission, vision, values, and goals” (IFMA, 2009). This 
step requires documenting the current conditions and looking at how potential changes 
will affect facilities (IFMA, 2009). Review all available documents including the 
business plan, the balanced scorecard (IFMA, 2009) and the gap analysis (McCune, 
2000), if they exist. To gather information on current conditions, use POE techniques, 
such as walk-throughs, conduct user focus group discussions, and survey stakeholders 
(Blyth & Gilby, 2006). 
2. Analyze the organization's facility needs and compare the existing plans and conditions 
with existing conditions. Find opportunities to improve. Determine what the desired 
future looks like to the organization. Consider a range of eventualities and develop a plan 
for each in order to be agile and responsive to changing circumstances (IFMA, 2009). 
This step can be achieved using analysis tools such as a SWOT and SCAN analysis, POE 
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data gathering techniques, scenario planning, and others as appropriate (according to 
IFMA, 2009), see definitions below. 
3. Plan “strategies that meet the long-term needs of the organization" (IFMA, 2009). In this 
phase, the plan is developed. A balanced scorecard and a gap analysis are essential tools 
that should be created as a part of strategic facility planning, becoming part of the final as 
they help an organization succinctly communicate goals, strategies and tactics (McCune, 
2000). Acquire site information, including zoning requirements, vendor analysis, and so 
forth, as applicable, and run financial and risk analyses. Present a prioritized list of 
alternatives and a strategy for executing these as needed. Prepare a plan for 
communicating and evangelizing the plan and obtain support and agreement from top 
leadership as well as rank-and-file employees. The facility management team should 
always receive (written) consent to implement the plan (IFMA, 2009).    
4. Act or Implement the SFP. The plan at this point may consist of several tactical plans that 
are clear, actionable and succinct (Friday, 2013). A long-term or “Diagnostic” POE 
investigation is an excellent way to track the success (or failure) of the implementation of 
the SFP. Track lessons learned in order to feed this information forward and retain 
institutional knowledge (Blyth & Gilby, 2006). 
Facilities support an organization but are rarely the raison d'être (McCune, 2000). Just as 
the strategic business plan informs strategic facility plan, tactical facility plans, such as 
maintenance, operations, training, food service, and safety (to list a few) are informed by and 
should stack into the SFP (IFMA, 2009). According to IFMA (2009), strategic facility planning 
helps identify the “gap” between the “actual performance and the potential performance. 
McCune (2000) describes a gap analysis as being those things that separate the demand cycle 
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from the supply cycle. The demand cycle, 
in this case, is the user’s requirements and 
experience of the portfolio that “drive 
demand for space” and the supply cycle is 
understood as the landlord's requirements 
for the portfolio and the constraints on 
space that may be either internal or 
external or both (McCune, 2000). (Figure 
1 illustrates a gap analysis.) 
Financial forecasts and budgets 
must be analyzed and communicated with 
the organization’s leadership team to 
create an SFP that will be useful and realistic. A financial analysis must show that “the SFP 
represents the highest return at the lowest risk” (IFMA, 2009). The SFP should identify the cost 
issues and drivers, such as cost per person and strategies to reduce this cost if need be. The SFP 
may posit if and how the organization will inform users of the costs associated with occupying 
and using their space and if any of these costs should be borne directly by the user (McCune, 
2000).  According to Friday (2013) FMs should do forecasting and scenario planning in the 
analyze phase in order to be ready to pivot quickly, or if need be, execute on an exit strategy.  
When times are fraught with economic and political volatility, an SFP can provide direction and 
help instill confidence (Friday, 2013).   
The SFP should include the business case to support leasing, buying or disposing of 
existing facilities (McCune, 2000). The planning process requires studying spatial and 
seats can account for ratios of more than one worker per seat. Both factors need to be
accommodated in planning density. Workplace research can lead to office planning standards
that offer greater densities due to more compact designs and more unassigned seating.
In the case of manufacturing space, units of annual throughput may be the best high-
level predictor of space required. For example, an engineering analysis may suggest that 110
square feet of manufacturing space will be needed per unit produced. When a detailed manufac-
turing and materials-handling analysis is not available, or when the manufacturing process has
not yet been developed, benchmarking similar facilities for square feet per unit can be helpful.
The culmination of the demand cycle is one or more demand scenarios, which describe
the future state of the portfolio as viewed by the demand side of the equation (i.e., the users).
The following items outline key information that is needed during the demand
cycle, giving suggestions for where to find the information.
Corporate strategic business plans for revenue, geographic locations, and mar-
kets. Possible sources for this information include corporate planning or finance
staff members or the CEO. Ideally, you would also like information on proposed
mergers, acquisitions, and divestitures; however, it is extremely unlikely the CEO
will release this information to you.
Head count forecasts by division and worker type. Possible sources for this are
the human resources department, the finance departm nt, or the operating
units. However, different sources tend to make different forecasts, and it is
Strategic Facility Planning Process
Copyright 2000 Thomas McCune
Figure 1 Strategic Facil y Planning Pro ess (McCune, 2000). 
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organizational relationships to understand what programmatic adjacencies are critical to 
operations and how facilities affect the core activities (McCune, 2000). The type of space an 
organization requires should be noted as well as where this space should be located 
geographically. The SFP should address how the facilities impact: recruitment and retention of 
talent; employee effectiveness and morale; and how the public and the customer view the 
organization.  
Ensure the SPF is Effective 
"Whilst FM encompasses a diverse range of technical skills and expertise with a focus on 
what is done, increasingly critical to the successful delivery of FM services is the way 
things are done – and this draws significantly on the human element of FM. Fundamentally, 
this is about good communication and positive relationships" (Davidson-Hague, 2015). 
The SFP must be a living document, “flexible” according to ISS (2018) such that it can 
be altered and updated as circumstances within the organization change.  The SFP should have a 
horizon no longer than five years—when the timeframe is too long, it becomes obsolete before 
being realized (Friday, 2013). Stated goals should be achievable and there should be an exit 
strategy (Friday, 2013). Short-term successes can lead to larger successes by bolstering the value 
of planning and encouraging stakeholder buy-in (Friday, 2013). The SFP should result in “a few 
carefully crafted goals” that are affordable to implement (Friday, 2013). The metrics for success 
should be defined and the SFP should consider the entire value stream not just cost (IFMA, 
2009).  
Planning involves exploration; data should be gathered with intention and not used to 
defend pre-drawn conclusions (Blyth & Gilby, 2006). “The adequacy of planning is directly 
related to the availability of good data” (Roper & Payant, 2014). The SFP should not be written 
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in a vacuum but should involve all key stakeholders (Roper & Payant, 2014). Ideally, strategic 
planning will lead to a culture of planning where the SFP is consistently reviewed, referred to 
and updated (Friday, 2013).  Friday (2013) suggests tying employee performance goals to the 
achievement of goals of the strategic plan. Successes both long and short term should be always 
be celebrated (Pande, Neuman, & Cavanagh, 2002).  
Strategic Facility Planning within Government 
The SFP will be influenced by different challenges depending on the industry—service, 
manufacturing business, non-profit, government (including academic or medical institutions) 
(IFMA, 2009). Although the planning techniques may be similar, the "drivers are different” 
(McCune, 2000). With government organizations (and “expense-driven” organizations), the 
financial driver will be the annual budget, while the SFP for a corporation will be affected by 
profit and loss (McCune, 2000). Market volatility and tax implications have a minimal effect on 
government enterprises while they can directly impact the bottom line of a corporation. Politics, 
on the other hand, can have a massive impact on a government-run facility (McCune, 2000) and 
public opinion affects different organizations in unique ways (IFMA, 2009).   
According to Boland & Werfel (2018), government organizations tend to focus on short-
term results “and compliance with rules and regulations” rather long-term, impactful results.  For 
the Club, “…such challenges are compounded by the frequent changes in 
leadership…entrenched hierarchies and regulations, and a culture of risk avoidance” (Boland & 
Werfel, 2018). To overcome this, Boland & Werfel (2018) suggests that organizations “promote 
a strategic culture, leverage the organization’s purpose to catalyze action, transform the operating 
model, and build a system for execution and learning.”  
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Planning is sometimes dismissed as overly time-consuming and lacking value, which is 
self-fulfilling if plans are “too internally focused” and fail to involve key stakeholders (Boland & 
Worfel, 2018). Plans for government organizations should include lessons learned from similar 
organizations, including the private sector, and should include incentives for successful 
implementation (Boland & Worfel, 2018). “The conservative mindset that some government 
organizations cultivate in employees can be a serious impediment to execution of the strategy. It 
is important to find ways to reward and protect—not punish—those who take reasonable risks 
and achieve less than positive results" (Boland & Worfel, 2018).  
To make strategic planning successful within government organizations communicate a 
clear vision, make sure all messaging is consistent, determine achievable priorities (mindful that 
not everything can be a priority), and involve teams in strategic planning (Boland & Worfel, 
2018). Also, become proficient in managing risk (including understanding risk factors outside 
the immediate section, program, administration), be adaptable, and reward success (Boland & 
Worfel, 2018). (The iterative strategic planning process for government is diagramed in 
Appendix G.) 
What an SFP is Not 
An SFP is sometimes erroneously referred to as a master plan. Master Plans are 
overarching campus or facility plans that usually graphically illustrate (although they can be in 
written form) what buildings exist, what buildings are proposed, and which will be disposed of.  
The Master Plan shows utilities and infrastructure in and around the site, landscaping, and should 
include construction estimates. The Master Plan should provide data for the SFP and become a 
part of the SFP, as should the annual facility plan, but they are not singularly the SFP (Roper & 
Payant, 2014).  According to IMFA (2009), strategic facility planning is not interchangeable with 
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these terms: facility planning, facility management programming, workplace design, site, and 
facility design. These are separate activities that inform each other. 
Post Occupancy Evaluation 
"Any major project should build on the successes and learn from the failures of past 
projects of a similar nature" (FMLink, 2003). A POE requires tracking continuous feedback to 
understand how well a building or facility, over several years, serves its users and stakeholders 
while accounting for endlessly evolving property needs (Blyth & Gilby, 2006). Similar to a 
building audit, the POE includes an evaluation of how the project goals and project requirements 
were met (Roper & Payant, 2014). The POE compiles lessons learned to help FMs avoid 
repeating mistakes when investing in, renovating, building new or disposing of a facility (Ryd, 
2006). Once a POE is completed, it should provide recommendations of known value and 
encourage innovation (Ryd, 2006). Similar to the SPF, the POE is not the final deliverable of a 
building project; “rather, it is an integral part of the entire building delivery process” (Ryd, 
2006). The POE can assist a facility in benchmarking, and the Higher Education Funding 
Council for England encourages writing abstracts to share information (Blyth & Gilby, 2006). 
(See Appendix C for a summary of POE methods.) 
Three stages of a POE 
Although a POE can be completed for a facility at any time, there are three stages of a 
POE which should be completed in the sequence described below (Blyth & Gilby, 2006). There 
are also three types or “levels of investigation” that can apply to any of the three stages and all 
key stakeholders should provide input to the POE (Blyth & Gilby, 2006). (See Appendix D for a 
selection chart that categorizes the three different review stages.) The stages are: 
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1. Operational Review. This review is typically completed 3-6 months after a building is 
occupied and looks back on how the project was conceived, designed, constructed and 
handed over. 
2. Project Review. This review should be completed 12 – 18 months after a building is 
occupied. 
3. Strategic Review. This can be done 3-5 years after occupancy or at any time after that. 
This review considers the entire history of the building, documents the impact of 
improvements and presents recommendations for moving forward (Blyth & Gilby, 2006). 
Types of POE investigations 
1. Indicative Reviews are short and may include interviews, a walkthrough, and brief 
questionnaires in order to identify "major strengths and weaknesses" (Blyth & Gilby, 
2006). The output is a short report with some recommendations (Ryd, 2006). 
2. Investigative Reviews are an in-depth analysis that includes longer questionnaires 
completed by key personnel, focus group discussion sessions and interviews (Blyth & 
Gilby, 2006). Evaluation criteria should be provided by subject-matter experts, user 
manuals and performance standards, and may also include benchmark information from 
other like buildings (Ryd, 2006). The output will include a plan for next steps (Ryd, 
2006). 
3. Diagnostic Reviews attempt to understand how occupant opinions correlate to the actual 
functioning of equipment and the intended design (Blyth & Gilby, 2006). This review 
requires measuring equipment performance. The output is a detailed report with a longer-
term horizon that may require additional tactical plans for execution (Ryd, 2006).  
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Process, Functional and Technical Performance 
A POE documents performance in the following areas (Blyth & Gilby, 2006): 
1. Process Reviews document how the programming exercises were conducted and how the 
final design was determined and managed. These reviews evaluate the design team and 
the design approach.  The construction phase should have a separate evaluation. The 
commissioning report and how the handover was managed should be recorded. Process 
reviews should note the names of all consulting, construction and management 
companies and include individual team member names.  
2. Functional Performance Reviews document how the building or facility supports the 
goals of the organization, the business objectives, and the users' needs. The aesthetics and 
quality will be described in this review as well as spatial relationships, size, and 
adaptability, comfort, amenities and serviceability (including cleaning, routine 
maintenance, security, etcetera). Costs for maintenance and operations and life-cycle 
costs should be included. 
3. Technical Performance Reviews document energy, water, and resource use and how 
plant systems perform. The technical review will consider the effectiveness of lighting, 
HVAC (accounting for the comfort of occupants), acoustics as well as the adaptability 
and durability of the facility.  A technical performance review conceptually overlaps with 
a Building Condition Assessment (BCA), see definitions below. 
Balanced Scorecard 
“Reliance on one instrument can be fatal” (Kaplan & Norton, 2014). 
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A BSC is another useful technique for collecting and organizing data so that it can be 
internalized and fed forward to inform the SFP. Information and reasons behind decisions as well 
as the big picture can be lost as a result of multiple factors—trying to correct apparent failures, 
relieve bottlenecks, or even when implementing best practices (Weygandt, Kieso & Kimmel, 
2015). The BSC helps facility and business managers holistically evaluate financial and non-
financial influences and performance to ensure the organization’s objectives are met (Weygandt 
et al., 2015).  As with the SFP, the goals of a BSC should be measurable (define quality and state 
how to achieve it, not just the desire to do so) and communicate these goals to all employees 
(Weygandt et al.,2015) and key stakeholders. Typically, one aspect of the BSC cannot be altered 
or adjusted without it affecting other aspects. A BSC evaluates an organization using four 
"perspectives," according to Weygandt et al. (2015): 
1. Financial Perspective. This should include return on investment (ROI), profit, savings, 
and financial goals.  
2. Customer Perspective. This should include what customers value, percent of repeat 
customers and brand recognition. 
3. Internal Perspective. This perspective includes operations, value chain, delivery, 
service, and waste. 
4. Learning and Growth Perspective. This perspective includes employee satisfaction, 
career development, employee retention, ethics violations, and accident rate. 
The BSC can be a useful tool for measuring third party service providers such as security, 
cleaning, food service, call center, and so forth (Silen, 2012). Similar to evaluating an employee 
the BSC can be used to itemize expectations, track performance and make changes as necessary 
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while documenting these changes and their outcomes (Silen, 2012). Topics to track should 
include cost, customer satisfaction, service delivery as well as health and safety (Silen, 2012). 
The BSC can be used to track innovation, including thought leadership, use of appropriate 
technology, and efficiency and simplifies year-to-year comparisons (Silen, 2012) that help align 
decisions relating to service providers with the goals of the organization. The BSC helps 
managers to monitor activities while driving constant improvement. Figure 2 shows the four 
perspectives of a BSC and how the goals are connected to performance measures.  
  
There are many BSC templates available online (including many that are erroneously 
labeled as templates). Below is a guide that was created for the Club, as a part of this project, 
derived from the BSC created for UNC Charlotte (Snodgrass et al., 2011) and Clayton State 
University (2015). (The final version is included in Appendix J.) 
  
Figure 2 Balanced Scorecard Links Performance Measures (Kaplan & Norton, 
2012). 
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Balanced Scorecard Category: Financial Perspective, Customer Perspective, etc. 
Organization 
Goal 
Facility 
Goal/ 
Objective 
Strategies Projects, 
Initiatives, 
Actions to 
Complete 
Actions 
Completed 
Metric 
for 
Success 
Required 
Resources 
Responsible 
Party 
Status/ 
Target 
Date to 
Accomplish 
        
 
Case Study  
Most case studies are for facilities many times larger than the Club; however, there are 
many techniques, challenges and lessons learned that are relevant to the facility management of 
the Club and support the importance of creating an SFP for it.  One notable example is the 
success of the Atlanta International Airport (ATL). Here, strategic facility planning has led to 
greater cooperation between the facility management and senior leadership teams and enabled 
them to identify, scope and execute key projects that help the airport achieve its vision of being 
the busiest and most efficient airport in the world, year after year (Means, 2016) while 
consistently providing first class customer service. ATL’s FM team has tried to draw on the 
“expertise from across the airport to deliver the project[s] successfully...” while keeping the 
overarching goals of the airport front of mind (Means, 2016). In doing so, ATL has encouraged 
buy-in and collaboration of the SFP from all levels of employees. "Strategic use of facilities 
management has helped to drive the growth of the airport” (Means, 2016).  
The following was summarized form International Workplace, Davies, Sharpt & Bean 
(2015), except where otherwise noted: 
Ideally located less than 2 hours by air from 80% of US populations, business travelers 
provide a significant proportion of the airport's earnings, and ATL has optimized facilities for 
them. Airport facilities now include excellent, reliable and fast wireless service, spaces for 
conducting meeting and computer charging stations, relaxation rooms available by the hour and 
high-quality food options. In order to stay on top, ATL has made several significant capital 
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investments, over the past ten years, including adding a fifth runway, building a rental car center 
and elevated ATL SkyTrain, and constructing a new international terminal. Such capital projects 
are planned with lead-time as long as 20 years.   
ATL strives to stay open, regardless of inclement weather or other interruptions and to 
provide services in a "healthy, safe and secure environment." 
Using management tools and databases (such as CMMS) allows the team to continually 
review and keep up-to-date records of every asset and necessary condition-based and 
preventative maintenance. One of the biggest challenges ATL faces is the climate, including 
harsh thunderstorms, and assets, such as chillers, designed to last 20 years in a cool or dry 
climate can wear out in two-thirds that time. Reasons for failures are always diagnosed and 
documented in CMMS. 
Sustainability goals go hand-in-hand with preventative maintenance and extending the 
lifespan of assets. Using intelligent controls via a building maintenance system (BMS), which 
can be managed remotely, reduces costs and non-renewable resources consumption. Reducing 
waste is sustainability goal and during one hailstorm, 80% of the TPO roofs were destroyed. 
Rather than contribute to landfills, the damaged roofs were sent to recyclers and remanufacturers 
who were able to reuse some of the material. 
ATL and the facilities team attributes its success in part to having excellent internal 
communications and a leadership team who support the SFP. However, the facilities team has 
had to earn that support. According to Means (2016), ATL's facilities management team used a 
strategic planning approach to get the senior leadership team (as well as internal stakeholders and 
building owners) to agree to upgrade the lighting throughout the airport to LED by presenting the 
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business case for doing so. The value of this project was clearly conveyed, and the result was 
that the energy used to illuminate the runways alone was reduced by 70%. 
The Club considered some of the major ideas from this case study as potential 
opportunities and, as applicable, a tactic was included in the SFP for the Club, (see Appendix J), 
“…one of the greatest challenges of [facility management is] to be the harbinger to upper 
management of those trends that affect the built environment” (Roper & Payant, 2014) 
The following were discussed: 
• Capitalize on the Club’s ideal location in the center of the tourist district. 
• Improve internal communications. 
• Ensure leadership is supportive of the SFP. 
• Invest in technology, as appropriate, to better track asset condition and 
maintenance. 
• Communicate sustainability improvements. 
• Address weather-related challenges (including pollution). 
• Improve relationships with contractors and vendors. 
• Reduce waste. 
“By thinking, planning, and working together, organisations can achieve continuous 
improvement and innovation and in some cases make major step changes that impact positively 
on the performance of the organisation (Davidson-Hague, 2015).” 
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Purpose 
This purpose of this project was to provide an SFP for an employee association-run 
government enterprise (known in this document as the Club) in order for this organization to 
meet its goals, better serve its stakeholders and achieve the highest return on investment. This 
SFP serves as a tool to guide decisions and ensure they are made in a holistic way for a multi-
year vision. The SFP provides a framework for tracking progress and change, successes and 
failures, and maintaining continuity. It includes the first iteration of a BSC and two strategic 
scenario plans that provide the club with a map for pivoting quickly should the need arise. BOMI 
(1999) states that an SFP should include subject matter for the following sections, and thus the 
SFP for this Club attempted to use these topics as a starting point: 
• Mission Statement. This is a facilities-specific statement with policies that are directly 
influenced by the organization’s mission statement (BOMI, 1999).  
• Goals and Objectives. "Goals are quantitative statements translated into measurable 
tasks” while “objectives are qualitative,” (BOMI, 1999). 
• Current Condition Analysis. This documents where we are today. It compares how 
others perceive us with how we perceive ourselves.  
• Key Variables. This includes an evaluation of the risks that may affect successful 
outcomes (BOMI, 1999) and should include an analysis of how the budget and 
operations are managed. The impact of variables should be documented, especially the 
tasks, planning, procedures, and so forth that should be done in the short term to ensure 
projects are successfully executed. 
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• Strategic Scenarios. This is understood as a planning dry-run, that accounts for 
potential events, risks, or situations that a facility may have to address (BOMI, 1999). 
Definitions 
• Benchmarking is a “continuous and systematic” process of measuring how well a 
facility (organization or project) performs compared to itself in previous iterations or 
timeframes and to a top-performing facility or standard. Ideally benchmarking will lead 
to shared learning between facilities (Blyth & Gilby, 2006). 
• Building Condition Assessment (BCA) is a report that presents a snapshot summary of 
the current condition of a building including an estimate of required costs to improve or 
update it (IFMA, 2009).  
• Gap Analysis is an approach to determine the deficiencies between the existing 
conditions and desired goals, in order to reconcile the two. It should include the processes 
required to achieve the stated goals (McCune, 2000). 
• Program or Brief are the American and British/international terms, respectively, for a 
description of what a project entails in terms of area, type of construction, access, 
adjacencies, and so forth (Ryd, 2006). The output of a programming or briefing exercise, 
typically conducted by an architect, is a detailed written description of what the client 
wants the building project to achieve and how the project should perform when complete 
(Blyth & Gilby, 2006). 
• Strengths, Weaknesses, Opportunities and Threats Analysis (SWOT) is a method for 
understanding the current conditions of a facility (organization or project) relative to 
competitors, internal and external influences, and so forth. A SWOT analysis should 
Strategic Facility Planning for Overseas Non-Profit Organizations 
 
 
27 
identify which strengths to exploit and which weaknesses to minimize in order to create a 
plan to achieve specific goals within a stated timeframe (IFMA, 2009).   
• Strategic Creative Analysis (SCAN) is a method for extracting essential information 
from case studies and distilling organizational priorities in order to determine the key 
objective(s) and make data-driven decisions (IFMA, 2009).   
Assumptions 
This project was begun with the assumption that the leadership team and the key 
stakeholders would be willing to participate and that the future leadership team would be eager 
to continue to do business and facility strategic planning. This project assumed that the Club had 
sufficient financial information, meeting minutes and architectural drawings that it could share. 
This project assumed that the Office of Commissary and Recreation Affairs (CR) in Washington, 
DC will not dispose of the Club's property in the next 10 – 15 years and that the host country will 
allow the Club to operate indefinitely without having to pay bribes and other such "fees" that can 
negatively impact the bottom line. This project assumes that the relationship between the U.S.A. 
and the host country will continue to improve, which will increase the number of employees at 
the embassy, thus maintaining or increasing the primary customer base of the Club.  
Scope  
This project completed the first three phases of strategic facility planning for the Club, 
namely: Understand, Analyze and Plan (IFMA, 2009).  The planning process led to several 
results and impacts which are noted in the SFP (see Appendix J). However, the Act Phase (also 
called the Implementation Phase) of the SFP was outside the scope of this project. As such, this 
project did not analyze and document the SFP’s successes and failures. Time was limited to one 
Strategic Facility Planning for Overseas Non-Profit Organizations 
 
 
28 
semester, and at times, information was difficult to obtain. BOMI (1999) states that for a “mid-
sized company…developing an SFP the first time may require six months”, which this project 
did not have. Lastly, although this project documents information that could be used to start a 
benchmarking program the process of benchmarking was beyond the scope of this project. 
Although the similarities between employee association-run clubs allow this project to be 
flexible and scalable, this study focused exclusively on one specific Club located in Asia. 
Limitations 
It was determined after the project had begun that the Club did not have a formal, 
documented business plan. The process of the study thus required soliciting essential information 
that would otherwise have been noted in a business plan.  It was decided that information 
considered confidential, regardless of its critical importance to this study (that would be shared 
with a consulting firm under contract) would not be made available for the purpose of this 
project. Several aspects of a comprehensive SFP that would be prepared for a larger institution 
were left out, such as an in-depth financial analysis and a strategy for real estate, (including the 
disposal of property) since decisions for these topics are dictated from Washington, DC. 
However, tactical plans, budgets, meeting minutes and so forth were available, and an analysis 
was completed with the information available. The uniqueness and complexity of this type of 
Club make this study relevant despite its lack of sophistication. 
Methodology 
The overarching structure and approach to creating the SFP followed the phases outlined 
by IFMA (2009).  
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Understand 
During the Understand Phase, research for this project was conducted through meetings 
with board members, the general manager the owner of the restaurant, and the consulting 
architect. Key stakeholders were identified as a result of the customer survey and discussions 
with board members. (See Appendix J for a list of key stakeholders). The existing conditions 
were surveyed during walkthroughs and technical drawings, as available, were reviewed. A 
walkthrough checklist was initially prepared to note observations that the Club can continue to 
use (see Appendix I for template). However, as the project evolved, the focus shifted to 
prioritizing capital projects. A stakeholder/customer survey was conducted to understand 
customer needs and satisfaction (see Appendix H) and was presented to the board of directors.  
Applicable government rules and regulations were reviewed in-depth and are cited, in part, in the 
literature review above. Tactical plans for capital investments, maintenance, marketing, 
communications, and so forth were reviewed, as available. During this phase, this project 
attempted to understand the organization’s vision, mission, goals and existing strategies. 
Analyze 
During the Analyze Phase, a small group brainstorming session was conducted using a 
SWOT analysis matrix to determine what the Club is doing well and what risks threaten the 
organization. Crystal ball scenarios were explored, and the results are described in the SFP under 
"Scenario Plans" (see Appendix J).  
Plan 
During the Plan Phase, a project tracking document was created to provide a snapshot of 
the status of all projects on the table. (This document should be reviewed and updated every 
quarter.) A Pugh Decision Matrix was created to help prioritize the more expensive capital 
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projects that are noted on the project tracking document, using the guide from 
WhatisSixSigma.net (2018) and George, Rowlands, Price & Maxey (2005). A BSC was created 
to help document actions taken and actions required. (See Appendix J for Decision Matrix and 
BSC). 
Results 
This project produced the first iteration of a strategic facility plan for the Club (see 
Appendix J). A customer survey, meetings with stakeholders and small group brainstorming 
sessions and a brief facility condition analysis informed the SFP. Within the SFP are templates 
that the Club can use including:  
• Balanced Scorecard 
• Pugh Decision Matrix 
• Facility Condition Assessment Checklist 
• Project Tracking Document 
• Vendor Process & Project Delivery Review 
• Customer Survey Results and Presentation 
This project also resulted in a heightened awareness of the value of strategic facility 
planning and techniques to run the Club in a strategic and profitable way, including: 
• The need to vet consultants and create a directory of vendors is a priority. 
• The need to hire an owner’s representative for large projects is understood. 
• Management now has some ability to influence long-term goals and strategies that have 
historically been the purview of bureaucrats and decision-makers in Washington, D.C. 
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• The value of open and transparent management was recently tested during a human 
resources issue. Management communicated why individuals were fired, what the 
expectations are of all staff and how unethical behavior runs contrary to the Club’s goals. 
• The need for Preventative Maintenance. A plan is required for all capital investments. 
Although most of the impacts of the SFP will only be realized if the plan is implemented, 
projects have been prioritized, and some have been executed. Project results are: 
• A landscape project was constructed resolving issues with dust and tidying part of the 
outdoor space near the playground. It also is a new attraction for children. 
• Meeting and conference rooms were renovated, and the entry and circulation were 
organized to make the office building more inviting. The next step is to create a business 
plan to turn them into profitable entities. 
• Planning for the restroom remodel is complete. 
• Planning for the commercial kitchen re-design has begun which will increase capacity, 
improve hygiene improve flow between customers and staff. 
• A design for an additional building (that was pushed by consultants) was considered and 
rejected. 
Conclusion 
The Club that was the subject of this project benefitted in many ways from strategic 
facility planning and is evidence that an SFP is valuable to small and mid-sized organizations 
and essential for a large facility. The organization has to make money and have a detailed 
spending plan that they are ready-to-act on. It has to support a diplomatic relationship, respect 
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the culture of the host country and obey local law while promoting American values. It must be 
managed locally by volunteers who change every 1-3 years, but bureaucrats in Washington, D.C 
are responsible for oversight. 
This project confirmed that the process of creating a plan is challenging for many reasons 
including limited or incomplete data, lost institutional knowledge and a change-averse 
organizational attitude. 
In order to provide an adequate facility that serves its stakeholder and supports the 
organizational, the Club has aligned its facility goals with those of the organization. It has 
created achievable priorities and is beginning to document and measure performance and 
encourage input from all members of the team. By continuing to update the SFP, they will reduce 
their exposure to risk and enable themselves to control their future, even in the face of 
circumstances beyond their control. Ideally, the Club will serve as an example of American 
standards for business and facility management excellence as well as environmental sustainably.  
To be of value, the SFP must be read, adopted and updated on a cyclical basis. When the 
process engages all key stakeholders, fosters dialogue and creative thinking, and empowers 
individuals with performance management, the SFP will help a facility reach its goals and seek 
continuous improvement. 
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Appendices 
Appendix A: Organizational Charts 
Appendix A.1: Organizational Structure of the Club 
 
 
Appendix A.2: Board of Directors 
 
Appendix A.3: Reporting and Accountability Structure 
When the Club needs input, funds, labor etcetera from the Embassy’s FM they need to 
request it. The FM does not report to the Board of directors, nor does the Board report to the FM. 
The FM reports to the Management Officer who is the Chief of Mission’s representative in the 
case of the Club. 
Board of Directors 
General Manager
Accountant/Assistant 
GM
Club Facilities & 
Grounds Keepers
Board of Directors
(Oversees HR, Marketing, Grants, Facilities, Security)
includes
Executive Committee
(Chair, Vice Chair, 
Treasurer, Secretary)
Capital Projects 
Committee
Special Events 
Committee
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Appendix A.4: Organizational Structure of a Typical Embassy 
There are many variations on this basic structure. Agencies other than DOS who have 
offices or representatives in the Embassy are accountable to the Chief of Mission as well as to 
their own Department heads. Most of the subsections have been omitted for clarity. 
 
 
 
Board is accountable to the Chief of Mission or his/her 
representative
Board must work in 
coordination with 
Embassy Facilities & Security 
Sections
Board is accoutable to CR in 
Washington, DC
The organization hierarchy continues below 
these headings but is not relevant to this project 
and has been omitted for clarity
Chief of Mission
Management
Facilites
Community Liason 
Office
General Services 
(includes property 
management)
IT, HR, Finance, etc.
Consular Affairs Public Dipolmacy
Political & 
Economics Sections
Diplomatic Security
Deputy Chief of 
Mission
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Appendix B: The Process of Creating an SFP 
 
Figure 3 SFP Process Model (IFMA, 2002). 
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Appendix C: Align Business Objectives with Facility Objectives 
 
Figure 4 Brookwood Group (2012). Align business inputs with real estate inputs to create an SFP. 
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Appendix D: POE Methods 
 
 
Figure 5 Established POE Methods (Blyth & Gilby, 2006) 
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Appendix E: Type of POE Determines Actives & Required Tasks 
 
Figure 6 Selection Chart for carrying out a POE, (Blyth & Gilby, 2006). 
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Appendix F: Projects Support Strategy & Goals 
 
Figure 7 Tactical projects should support and clearly stack in to the strategy, the goals, the mission, and the vision the 
organization has for itself (Sawhill, 2010). 
 
 
Figure 8 Use the “Opportunity Evaluation Process” to determine criteria necessary to prioritize tactical projects based on 
resource capacity, Sawhill (2010). 
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Appendix G: Iterative Strategic Planning 
 
Figure 9 Strategic Planning for Government (Boland & Werfel, 2018.) 
 
 
 
 
  
Strategic Facility Planning for Overseas Non-Profit Organizations 
 
 
44 
Appendix H: Survey Presentation 
A survey was conducted, and the following 15 slides were presented to the board of directors. 
 
 
January 17, 2018
Prepared by: Marie Ljubojevic
The Club
Objectives:
§ Discover who the primary users are
§ Learn what is working and what needs 
improvement
§ Give the Embassy Community an 
opportunity to voice opinions. Do the 
loudest complaints reflect the opinions 
of the largest stakeholders?
§ Raise the visibility of the Club within 
the community.
§ Help the Club prioritize needs & 
spending on capital projects.
Scope:
§ The survey covers questions about the 
Club at it’s main location and did not 
include questions about the gym.
§ The sample included 88 respondents, 
Embassy employees, including locally 
employed staff and some external 
users.
§ Members of the public will be 
surveyed separately.
§ Due to time constraints we did  not do 
in-person interviews at the Club, but 
will do so in the coming months. 
The Club
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§ Locally Employed Staff 
(LES) of U.S. Embassy 
Hanoi  28%
§ Direct-hire American 
employee – Department of 
State  26%
§ Eligible Family 
Member (EFM)  20%
§ Direct-hire American 
– other agency (not 
State or Military)
11%
§ Direct-hire American 
– Member of the 
Armed Forces
7%
§ Other  7%
§ includes the NZ Ambassador, international 
school faculty, expats, host country citizens
§ 64% of respondents are direct-hire Americans
The Club
§ Single 23%
§ Couple 12%
§ Family with children 12 years 
old and younger 33%
§ Family with children 
under age 12 and 
teenagers 22%
§ Family with teens 10%
§ 55% of respondents have young children under the age of 12
The Club
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0% 10% 20% 30% 40% 50% 60%
Less than once a month  52%
1-3 times a month  30%
4-7 times a month  11%
8 times or more a month  0%
Never  7%
§ Significant opportunity to get people to come more often.
The Club
0% 10% 20% 30% 40% 50% 60% 70% 80%
Attend Embassy Functions  67%
Personal outings with friends and family  56%
Birthday parties  13%
Volleyball / basketball / athletics  28%
Other  16%
§ Overwhelmingly, people come to the Club to eat and use the playground.
§ ‘Other’ included: Official & unofficial meetings with foreign counterparts. 
The Club
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§ Yes 80%
§ No 20%
§ Action Item: how much food & drink is purchased during:
§ Weekly volleyball night
§ Birthday parties
§ Conference room rental
§ Other
The Club
§ Lowest ratings were for bathrooms & cleanliness. 
The Club
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§ Highest ratings were for quality of food & service. Value/price & furniture scored lower. 
The Club
§ 76 people responded, 12 
skipped.
§ Most people seem fairly happy.
§ 37 people requested lower 
prices, specials and/or deals for 
embassy employees.
§ 9 people requested a better 
playground.
§ 4 people said healthier (veg) 
food options.
§ 4 people said the Club should be 
cleaner and neater.
The Club
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§ “[It’s great] knowing that the Embassy really is welcome, and it isn't just a money-making 
business for a restaurant.”
§ “Improvement in the grounds area. Specifically in the volleyball court sand...”
§ “I think if the Club had better outside seating I would come more. The benches are fine 
but seats with backs are better.”
§ “Better facilities and grounds management: i.e. ensuring that the maintenance is kept up 
consistently on the entire property, and putting more investment into existing 
infrastructure that needs attention, instead of building new things.”
§ “Perhaps a bulletin board that advertised community opportunities to get involved with 
more sports? Not a social media platform, but printed paper type deal.”
§ “Quieter fans & outdoor A/C (or misters) nicer grounds more pleasant visual atmosphere.”
§ “Better hygiene. I don't like seeing meat being prepared outside. The bathrooms are often 
disgusting, especially on hot days.”
The Club
§ 72 people responded, 16 
skipped. 
§ 29 people said the play area 
for children is the best feature.
§ 9 people said the safety of the 
play equipment and club itself 
was good & important to them.
§ 7 times the openness and the 
park-like feel was mentioned.
§ 6 people said they value the 
space to play volleyball.
The Club
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§ “The Club willingly closes down for community events that advance our foreign policy 
goals. It really serves our national interests.”
§ “It's location. It's a good starting/meeting point for other activities.”
§ “The green oasis in the city. Please make it more inviting with more grass and trees.”
§ “It's a slice of America. Love the grass and trees and place for kids to play.”
§ “Thank you for upgrading the volleyball court!”
§ “I appreciate the availability of a location to play sports and meet with friends with 
minimal interference from the normal insanity of this city.”
The Club
§ Most people are pretty satisfied.
§ Nobody mentioned the leaky grass roof, umbrellas used to keep food dry in rain or 
how piecemeal the place looks and feels (to the board of directors).
§ Many people mentioned lowering the prices and having more food options.
§ Don’t build-in every last space. The openness of the Club is an important feature.
§ Children are a big focus and a key stakeholder.
§ People enjoy having an open area to play team sports.
The Club
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§ Communication between the Club and the Embassy Community needs improvement.
§ Develop a strategy so projects can be built in order of priority and funding 
availability. Create a site plan.
§ Improve the playground and grounds. Make the Club more inviting.
§ Improve neatness & cleanliness.
The Club
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Appendix I: Walkthrough Sample Checklist 
Components should be listed in a logical manner. Below is a basic outline to be updated 
annually. 
 
 Asset/Component Age/Date of 
purchase 
Condition Last date of 
Maintenance 
Action 
1.0 Building A, B, C etc. 
Envelope & Structure 
 Poor, Fair, 
Good 
  
1.1 Roofing     
1.2 Windows     
1.3 Paint     
1.4 List other exterior 
envelope components 
    
1.5 List additional Building 
Components (below 
grade, structure, etc.) 
    
2.0 Building A, B, C, etc. 
Interior Components 
and Finishes 
    
2.1 Flooring     
2.2 Restroom-fixtures, etc.     
3.0 Facility Plant Systems 
(Electrical, HVAC, 
etc.) 
    
3.1 Electrical Equipment     
4.0 Site     
4.1 Landscaping     
4.2 Parking, sport areas, 
etc. 
    
5.0 Fire Safety and Signal 
System 
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Strategic Facility Plan 
for an Overseas Non-profit Recreational Club 
2019 – 2024 
Prepared by Marie Ljubojevic  
in collaboration with  
the Board of Directors 
April 2019 
  
The Club 
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Vision  
The vision of the Club is to be the best mid-sized, non-profit recreational organization in 
Southeast Asia. 
Mission Statement 
The mission of the Club is to serve the diplomatic community and strengthen the 
partnership with the host country while demonstrating American values of freedom, equality, 
fairness, ethical management, transparency, and sustainability.  
The board of directors and its facilities staff pledge to model these values in its daily 
management and long-term planning while maintaining an inviting, safe facility that brings 
delight to its guests and employees. 
Goals & Objectives 
Aligning with the stated goals of the diplomatic mission, the managing board of directors 
has agreed on the following four facilities goals: 
• Goal 1 Maintain a pleasant, welcoming, accessible and safe facility that the diplomatic 
community enjoys and feels at home in and that "wows" members of the public. As much as 
possible, the Club will adhere to U.S. standards for design, safety, quality workmanship, and 
hygiene.  
• Goal 2 Manage in an honest and transparent manner. Treat all staff fairly and expect them to 
do the same. The management and facilities teams must acknowledge that due to its overseas 
locale, some things will be done differently. Management and staff must respect the local 
culture, be adaptable and insist on American values.  Communication must be emphasized, 
and career development supported. 
• Goal 3 Ensure facility investments are done ethically and have a positive return. The Club 
must generate income in order to operate and thrive and serve the community of 
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stakeholders. Contracting must be conducted openly and transparently. Bribes will never be 
paid, and cronyism will not be tolerated. The Club is committed to supporting local charities 
and funding programs and events for the embassy community. 
• Goal 4 Model sustainability practices in all aspects of facilities management and planning 
and create a culture of sustainability and reduced waste. Communicate the value of 
sustainable practices in terms of people, profit, planet. 
SWOT Analysis Summary 
Techniques for a SWOT analysis were used to provide a preliminary understanding of the 
Club’s competitive advantage and risks.  
Strengths:  
• The Club is located in the center of the tourist district with a potentially unlimited 
customer base.  
• The Club is unique in the city, having open-air recreational space for adults, play areas 
for children and American food and drink. 
• Large groups of people can gather here while they are otherwise not free to do so. 
• The Club is cash-flow positive and is affordable to middle-class locals. 
• According to the customer survey, people really like it! 
• The Club is low-tech and saves money by not running large HVAC systems. Thermal 
comfort is managed with mini-split air conditioner systems, fans, misters, sun shades and 
plantings. 
• The Club is viewed as safe and has an excellent safety record.  
Weaknesses: 
• The Club lacks leadership continuity, strategy and money to complete all projects. 
• The Club does not have a realistic facilities maintenance plan. 
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• The club does not look sophisticated or new. 
• The club is not affordable for local people lacking middle-class incomes. 
Opportunities: 
• The site is largely undeveloped and there is space should they chose to invest in money-
generating amenities, such as tennis courts, a pool a small office building, to list a few.  
• The Club could invest in a marketing campaign to attract more customers.  
• Even a basic BAS system would help the Club to manage energy and water use which 
could reduce costs and support Goal 4. 
Threats: 
• Air pollution could make outdoor recreation untenable. 
• Competition could dramatically reduce the profitability of the Club. The city's horizon is 
littered with cranes, and many new facilities are under construction. Middle-income local 
families who currently can afford the Club are shifting their spending to the new 
suburban areas. 
• Planning for a new embassy compound and housing for direct-hire Americans is 
underway, with new buildings scheduled for completion in less than five years. The new 
compound will be located far from the Club and the current city center. Although the 
Club is ideally located, in the middle of the tourist zone, in the future American 
Diplomats and their families (the primary stakeholder), will not find the Club convenient 
and revenues will drop. 
Current Condition Analysis  
POE techniques for an Indicative, Functional Review were used to understand how well 
the facility serves its users. These four activities were completed: 1.) Key stakeholders were 
identified and documented; 2.) A customer survey was conducted and presented to the board; 3.) 
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Walk-throughs were completed, and a checklist was created to track observations; 4.) Two 
process reviews were created to track satisfaction with vendors and consultants. 
Key Stakeholders 
Stakeholders were determined by assessing who uses the Club, which groups or 
individuals are affected by the Club's successes and failures and who can influence the success of 
the SFP. (Pande, Neuman, & Cavanagh, 2002). Stakeholders were identified as follows: 
 
Stakeholder Category Sub-groups or Individuals 
Oversight 
 
• Chief of Mission or his/her representative 
• Bureau of Overseas Building Operations (OBO), 
Washington, DC 
• Office of Commissary and Recreational Affairs (CR), 
Washington, DC 
Management 
 
• Board of Directors 
• General Manager 
• Accounting and Financial Section 
Facilities & Security Team • Embassy Facilities Manager and the FM Team 
• Grounds keepers 
• Security Guards 
Projects Team • Owner’s Rep (to be hired) 
• Consultants (Architect, Landscape Architect, 
Engineers) 
• Builder & subcontractors 
Internal Customer • Restaurant tenant & their team of employees 
External Customers 
 
• Direct Hire Americans and their families* 
• Local employees and their families* 
• Members of the public 
o *Children were mentioned repeatedly in the 
survey. The Club must serve them. 
Customer Survey 
The survey indicated that there are many things that users appreciate, and most users are 
repeat customers. Initially, the leadership was hoping the survey would expose a "fatal flaw" that 
would definitively indicate which projects to prioritize. This was not the case, but the survey did 
underscore the need for a holistic plan and the need for a maintenance plan with every 
investment and asset (even if it is a run-to-failure plan).  The structure of this survey can be used 
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as a template for subsequent surveys, (see Appendix H for the full survey as presented to the 
board). Summary of survey results:  
 
Customer Survey 
Survey 
Objectives: 
§ Discover who the primary users are 
§ Learn what is working and what needs improvement 
§ Give the Embassy Community an opportunity to voice opinions 
and learn if the loudest complainers reflect the opinions of the 
largest stakeholders. 
§ Raise the visibility of the Club. 
§ Help the Club prioritize what capital projects to invest in. 
Conclusions: § Most people are fairly satisfied. 
§ Nobody mentioned the troublesome thatch roof (that irks the 
tenant) or the piecemeal appearance of the club (that the board 
has complained of). 
§ Some would like more vegetarian food options. 
§ The openness of the Club is an important feature. 
§ Children are a big focus and a key stakeholder. If the club doesn’t 
serve them, people won’t come. 
§ People enjoy having an open area to play team sports. 
Action Items: § Communication between the Club and the Embassy Community 
needs to be improved. 
§ The Club needs a strategy so that projects can be built in order of 
priority and funding availability.  
§ Make the Club more inviting and a delightful place for kids by 
improving the grounds and the play area. 
§ Improve neatness & cleanliness. 
Walkthrough Checklist 
This checklist used to document the condition of the facility. A more in-depth technical 
review (similar to a building condition assessment was beyond the scope of this SFP but should 
be conducted before any major capital improvement project.) As changes occur and projects are 
completed the following document should be updated: 
 Asset/Component Age/Date of 
purchase 
Condition Last date of 
Maintenance 
Action 
 Office Building  Overall 
condition is 
fair-good. 
  
1.1 Roof 2009 
approximately 
Poor—grass 
is growing 
Routine Need Plan to 
address this with 
Appendix J 
 
 
vii 
out of it in 
some areas 
OBO. At end of 
useful life. 
1.2 Gutters Unknown Poor Routinely Needs proper 
drainage diversion 
plan, especially at 
entry to Restrooms 
where they 
overflow during 
storms. 
1.3 Exterior 
condition & Paint 
2016 Good Some 
patchwork 
in 2017 but 
looks OK 
None 
1.4 Windows 2010, 2015, 
2019 
Good—some 
are brand 
new. Still 
functional. 
Cleanly 
every 6 
months. 
Check hinges and 
hardware every 
year. Check seals 
and latches for 
security. Add 
tempered glazing to 
areas adjacent 
doors, or lower 
than 18 inches. 
1.5 Interiors—Board 
room 
Q2 2019 
renovation 
Good—
newly 
renovated 
with new 
furniture, 
lighting, and 
paint. 
N/A Add acoustic 
attenuation. 
Discussed using 
local fabrics to 
cover sound 
attenuating panels. 
1.6 Interiors—Group 
meeting space 
Q2 2019 Good—new 
furniture, 
lighting, and 
paint. 
N/A None 
1.7 Air Conditioners 2016 Good Unknown None-Facilities 
currently services 
these. 
1.8 Restrooms Unknown Poor Routinely Need to remodel 
and upgrade sewer 
line to street or add 
pump. System has 
backed up. Too 
small for facility. 
1.9 Interior—Entry 
Stairs 
From original 
building. > 40 
years. 
Poor. Not-to-
code and 
dangerously 
steep.  
None Should be rebuilt to 
meet US Code. Do 
as part of larger 
remodel. 
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1.10 Exterior fire 
stairs 
From original 
building. > 40 
years. 
Fair. Paint 
annually to 
protect 
metal. 
Replace as part of 
larger remodel. 
Build to code. 
Create larger 
landing for safety 
during 
emergencies. 
 Restaurant 
Structures 
 Overall 
appearance is 
fair. Structure 
over main 
dining room 
should be 
replaced. 
  
2.1 Thatch Roof Q2 2017 Poor Continuous Should be replaced 
with a low 
maintenance metal 
roof. Avoid 
asbestos tile 
products touted by 
architect. 
2.2 Restaurant 
kitchen 
2014 Poor—too 
small and 
difficult to 
maintain 
hygienic 
conditions 
Unknown Needs remodel to 
better serve 
customers. 
Potentially swap 
kitchen with office? 
Add canopy. 
2.3 Lighting 2015 approx. Fair Q1 2019 Appear dirty 
despite frequent 
cleaning. Upgrade 
to LED to reduce 
energy 
consumption. 
2.4 Tile Flooring 2013 approx. Fair Routine 
Cleaning 
only 
Remove tripping 
hazards, replace 
broken tiles, and 
create hardscape 
plan at patios. 
 Site Electrical     
3.1 Electrical 
Equipment 
Unknown Good but 
panels are 
poorly 
located.  
Q1 2019  Create plan to 
move panels to 
open event space. 
3.2 Overhead 
lighting for large 
events. 
Unknown Fair Q1 2019  Create plan so 
lighting is 
integrated with IT 
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system. Upgrade 
with energy 
efficient lamps.  
 Landscaping     
4.1 Grass at soccer 
pitch 
Unknown Poor Routinely Needs replacing in 
areas. Hire 
landscape 
consultant to 
provide 
recommendation. 
4.2 Planted Ares Unknown Good Routinely None—grounds are 
well kept and lush. 
4.3 Playground 2015 Good Maintained 
every 6 
months—
checked for 
safety. 
None. Create plan 
to add equipment 
and possibly shade 
sails. 
4.5 Playground 
Rubber tiles 
207 Good Routinely 
swept 
Create plan to 
replace. Exposure 
and heavy use 
require tiles to be 
replaced more 
frequently than 
manufacturer’s 
estimate of 12 
years.  
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Process and Project Delivery Review of Vendors 
Process Reviews should be completed to build a database of capable vendors and are 
typically done immediately after the completion of a building to assesses the delivery of the 
consultants and the contractor. Although these projects are relatively small, to begin to track the 
satisfaction with vendors, a process review was completed for two recent projects: the bike path 
and the kitchen remodel and roof design. The latter was ultimately abandoned for being too 
expensive and impractical. 
Process Review—Landscape Design-Build 
Project Bike Path 
Project 
Description 
The goal of this project was to provide an additional amenity for children, help 
beautify the grounds, reduce issues with dust and drainage, and provide visual 
separation between the volleyball, soccer and playground. The path is well-
used and has been successful. Usership has increased by 10% which may be 
partially attributable to the new path. (Insert metric as applicable). 
Name(s) of 
Consultants 
& Project 
Manager 
Redacted 
Services 
Provided 
Landscape design-build 
Date 
Started 
Q1 2017 - 2018 
 
Date 
Completed 
Q1 2017 - 2018 
 
Budget $26,000 USD 
Budget 
Compliance 
97% compliant. They stuck to the budget and were very relaxed with change 
order items. 
Schedule 
Compliance 
75% compliant. Several delays were caused by crew misinterpreting drawings 
and incorrectly laying out area of construction. Some work had to be redone. 
Comments The tenant businesses commented that the crew was very professional and neat. 
They crew needs some oversight. If constructing a larger project suggest hiring 
an owner’s representative to oversee quality and contract compliance. Their 
basic contract was poorly written. 
Work with 
again? 
Yes. 
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Process and Review—Architect 
Project Kitchen remodel and roof design 
Project 
Description 
The goal of this project was to provide a larger commercial kitchen and connect 
it to the existing restaurant seating area. A design for a roof over the seating 
area was also requested but funds were not made available.  
Name(s) of 
Consultants 
& Project 
Manager 
Redacted 
Services 
Provided 
Architecture design services 
Date 
Started 
Q2, 2017-2018 
 
Date 
Completed 
Q4, 2017 – 2018 (Project then put on hold). 
 
Budget $20,000 for design services only. 
Budget 
Compliance 
100% compliant. The Club paid only for the work the architect completed and 
the meetings they attended which was 1/4 the budgeted amount as they did not 
deliver the full scope.  
Schedule 
Compliance 
75% compliant. Meetings were difficult to schedule and twice the principal was 
very late or did not show up, sending his project architect and draftsman. 
Comments We expected the architect to suggest and produce ideas for this project and they 
did not. They produced a rendering of a project that looked nice enough but 
didn’t address our needs and they didn’t produce measured drawings until 
asked, which were not well considered. They wanted to be paid before any 
work was produced.  
Work with 
again? 
Probably not. 
 
Capital Projects & Tasks Prioritized & Linked to Goals 
The spreadsheet below documents all projects that have been promoted for board 
approval in the last three years. As a result of a brainstorming session, all projects are now tied to 
a specific goal. Projects that could not be connected to a goal were dropped from the list. The 
Club does not have the resources to complete every project on the list and has used the Pugh 
Matrix methodology and a Balanced Scorecard (BSC) to help prioritize capital projects. 
 
Appendix J 
 
 
xii 
 
Fi
sc
al
 Y
ea
r Q
ua
rte
rs
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
M
an
ag
em
en
t O
bl
ig
at
io
ns
Bu
dg
et
 P
as
se
d 
fo
r f
ol
lo
w
in
g 
ye
ar
 (N
ov
. Q
1)
3
Re
st
au
ra
nt
 le
as
e 
sig
ne
d 
un
til
 2
02
3 
(e
ffe
ct
ive
 
3
St
ra
te
gi
c B
iz 
Pl
an
 D
af
te
d/
Up
da
te
d
3
St
ra
te
gi
c F
ac
ili
tie
s P
la
n 
Dr
af
te
d/
Up
da
te
d
3
GM
 p
os
iti
on
 p
os
te
d
2,
3
GM
 p
os
iti
on
 fi
lle
d 
un
til
 (a
dd
 d
at
e)
2,
3
Ac
co
un
ta
nt
 P
os
iti
on
 C
on
tra
ct
2,
3
Gr
ou
nd
s K
ee
pe
r V
en
do
r C
on
tra
ct
2,
3
Co
m
m
un
ica
tio
ns
 S
tra
te
gy
3
Su
st
ai
na
bi
lit
y 
Go
al
s
Re
du
ce
 R
es
ta
ur
an
t W
as
te
 (f
oo
d 
& 
co
nt
ai
ne
rs
)
4
Re
du
ce
 E
ne
rg
y U
se
4
Pr
od
uc
e 
En
er
gy
 (P
ho
to
vo
lta
ic 
Pa
ne
ls,
 o
th
er
)
4
St
ra
te
gy
 to
 re
du
ce
 w
as
te
 cr
ea
te
d 
by
 le
as
ee
s
4
Re
cy
cle
 ra
in
w
at
er
, g
re
y w
at
er
4
Le
as
ab
le
 S
pa
ce
s
vo
lle
yb
al
l c
ou
rt 
(n
ew
 n
et
) C
OM
PL
ET
E
1,
3
vo
lle
yb
al
l c
ou
rt 
(re
pl
ac
e 
sa
nd
)
1,
3
so
cc
er
 fi
el
d 
(re
pl
ac
e 
gr
as
s)
 
1,
3
so
cc
er
 fi
el
d 
(re
pl
ac
e 
ne
ts
) 
1,
3
ba
sk
et
ba
ll 
co
ur
t
1,
3
co
nf
er
en
ce
 sp
ac
e 
(o
cc
up
an
cy
 3
0+
/-
) (
CO
M
PL
ET
ED
)
1,
3
bo
ar
d 
ro
om
 sp
ac
e 
(o
cc
up
an
cy
 1
2)
 (C
OM
PL
ET
ED
)
1,
3
Pl
ay
gr
ou
nd
 &
 G
ro
un
ds
la
nd
sc
ap
e 
& 
pl
an
tin
gs
1,
3
pa
rk
in
g
1
co
nc
re
te
 b
ike
 p
at
h 
at
 p
la
yg
ro
un
d 
(C
OM
PL
ET
ED
)
1,
3
Pl
ay
 e
qi
up
m
en
t s
tru
ct
ur
es
 re
pl
ac
e/
bu
y n
ew
1,
3
Ru
bb
er
 tu
rf 
at
 p
la
yg
ro
un
d
1
Fu
ll-
siz
ed
 ch
es
s s
et
1
Bu
ild
in
gs
 &
 S
tru
ct
ur
es
gu
ar
d 
bo
ot
h 
re
m
ov
e/
re
bu
ild
1,
2
fe
nc
in
g 
(re
m
ov
e 
sp
ike
s)
1
aw
ni
ng
s o
ve
r p
la
yg
ro
un
d
1
st
or
ag
e 
sh
ed
 
1
re
st
ro
om
 re
no
. (
in
clu
de
 A
DA
) 
1
kit
ch
en
 a
nd
 a
dm
in
 re
m
od
el
 fo
r t
en
an
t 
1,
3
ca
no
py
 a
t k
itc
he
n
1
gr
as
s r
oo
f o
ve
r r
es
ta
ur
an
t (
re
pl
ac
e 
in
 2
02
0?
)
1,
3,
4
re
tra
ct
ab
le
 ro
of
 o
ve
r p
at
io
 se
at
in
g
1
Ac
ou
st
ic 
at
te
nu
at
io
n 
in
 b
oa
rd
ro
om
1
GM
 &
 b
us
in
es
se
s  
of
fic
es
1,
2
St
ai
r, 
ha
llw
ay
 w
in
do
w
s, 
m
ur
al
 (C
OM
PL
ET
ED
)
1
Ha
ve
 si
te
 p
la
n 
cr
ea
te
d 
1,
3
Fu
rn
ish
in
gs
 &
 E
qu
ip
em
en
t
Re
st
au
ra
nt
 &
 P
at
io
 C
ha
irs
 &
 T
ab
le
s
1,
3
Pi
cn
ic 
ta
bl
es
 (C
OM
PL
ET
ED
)
1,
3
m
ov
e 
el
ec
tri
ca
l b
ox
es
1
re
m
ov
e 
so
m
e 
ov
er
he
ad
 li
gh
ts
1
Cr
ea
te
 o
ut
do
or
 li
gh
tin
g 
pl
an
1
Gy
m
ne
w
 e
qu
ip
m
en
t p
ro
cu
re
m
en
t p
la
n
1,
3
eq
ui
pm
en
t m
ai
nt
en
an
ce
 p
la
n
1,
3
Fi
ni
sh
es
 &
 F
lo
or
in
g
1
20
23
 - 
20
24
Be
gi
n 
Pl
an
ni
ng
Co
ns
tru
ct
io
n
Pl
an
ni
ng
 in
 
Pr
oc
es
s
Cr
iti
ca
l F
ut
ur
e 
De
ad
lin
e
Pl
an
ni
ng
 C
om
pl
et
e;
 
No
t F
un
de
d
Pr
oj
ec
t O
n 
Ho
ld
 (F
un
di
ng
 
Ap
pr
ov
ed
 o
r A
va
il.
)
Un
us
ed
 o
r u
nd
er
us
ed
 
as
se
t
Q4
 =
 
Ju
l/A
ug
/S
ep
20
20
 - 
20
21
Cu
rre
nt
 Y
ea
r 2
01
8-
20
19
20
19
 - 
20
20
20
21
 - 
20
22
20
22
 - 
20
23
Cl
ub
 P
ro
je
ct
s a
nd
 T
as
ks
--L
as
t U
pd
at
ed
 2
01
9-
03
20
16
 - 
20
17
Q1
 =
 
Oc
t/
No
v/
De
c
Q2
 =
 
Ja
n/
Fe
b/
M
ar
Q3
 =
 
Ap
r/
M
ay
/J
un
Alignment 
with Goal
Re
qu
ire
s 
Pl
an
ni
ng
 N
ow
Co
m
pl
et
e
Do
es
 N
ot
 R
eq
ui
re
 P
ro
je
ct
 
Pl
an
ni
ng
; (
PM
 o
nl
y)
20
17
 - 
20
18
Appendix J 
 
 
xiii 
Pugh Decision Matrix for Capital Projects 
 
Balanced Scorecard 
Creating a BSC helped the Club link their revenue goals to spending priorities, including 
staffing and capital projects. It has also aided the Club in developing strategies to help them meet 
their long-term objectives while reducing potential risks. This SFP and the components within in 
it, including the BSC should be updated annually. 
Financial Perspective 
As a non-profit organization, the Club is not permitted to profit-share or make speculative 
investments. All financial decisions must be made to improve the Club and ensure its long-term 
survival. The Financial Perspective describes the financial goals of the Club. 
Balanced 
Scorecard 
Category:  
Financial Perspective Target  
Date (FY) 
& 
Status  
Facility Goals:  This perspective aligns with all four strategic facility goals.  
Goals & 
Objectives:  
(What we want to 
accomplish?) 
• Consistently provide services that maximize 
revenues from all business units year-over-year. 
 
• Be self-sustaining and take on zero debt.  
• Be transparent and fiduciarily responsible. 
Encourage cost savings and, where possible. 
demonstrate and share cost savings with key 
stakeholders. 
 
• Continuously invest to improve the facility. Ensure 
that profits directly and demonstrably benefit the 
club and its stakeholders. Do not build up cash. 
 
• Be flexible. Have funds for rainy day.  
• Be ready to act (and hire vendors as needed.)   
Capital Investment Options Baseline
Criteria Value Score Score Score Score Score
Cost 6 -1 -6 1 6 -2 -12 -4 -24 1 6
Feasibility (including available 
skills) 5 4 20 2 10 4 20 2 10 5 25
Long Term Benefit to Club 4 2 8 5 20 5 20 6 24 3 12
Maintainability 3 3 9 5 15 5 15 6 18 5 15
Availability of Products/ 
Resources/Technology 1 3 3 -1 -1 3 3 4 4 5 5
Safety/Health benefit 2 0 0 5 10 6 12 4 8 2 4
Sum of Positives 12 40 18 61 23 70 22 64 21 67
Sum of Negatives -1 -6 -1 -1 -2 -12 -4 -24 0 0
Sum of Neutrals
TOTAL 11 34 17 60 21 58 18 40 21 67
Project: guard booth 
remove/rebuild
Project: restroom 
renovation (w/ ADA) 
Project: commecial 
kitchen remodel 
Project: replace thatch 
roof over restaurant
Project: equipment 
storage shed 
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• Employees benefit from doing a good work and 
helping to increase revenues.  
 
Strategies:  
(How we will 
accomplish our 
goals? What is 
the measure?) 
• Negotiate a business-oriented lease with major 
restaurant tenant with shared incentives to be more 
profitable. Increase revenues by 25%.  
Complete- 
Valid until 
2023 (Q4) 
• Reinvest in facility swiftly and strategically before 
money is returned to general fund. Prioritize funding 
and budget for capital projects with a sound ROI.  
Ongoing. 
Finalize 
Plan FY 
2018-2019 
(Q3) 
• Increase profitability of less visible business units by 
50% (e.g. facility rentals, gym, meeting spaces) 
Create strategy to increase visibility with marketing. 
(Consider Facebook ads, inform the Chamber of 
Commerce, etc.) 
Create Plan 
FY 2018-
2019 (Q2) 
• Drive profitability during off-peak hours. (A local 
preschool now rents the field and playground during 
the weekdays. Find additional opportunities.) 
Initially increase profitability by 20%. 
Ongoing. 
Refine Plan 
FY 2018-
2019 (Q2) 
• Drive competition.  Create plan 
FY 2019- 
2020 (Q1) 
• Create a strategy that obligates (with some 
flexibility) 75% of profits. Don’t build up cash. 
Create Plan 
FY 2019-
2020 (Q1) 
 • Have incentives and rewards linked to performance. 
(Profit sharing is not allowed but salary increases 
and bonuses are.) 
Create Plan 
FY 2019-
2020 (Q3) 
 • Create budgets to include money for hiring vendors, 
owner’s representative/project managers and facility 
management consultant as-needed. 
Create Plan 
FY 2018-
2019 (Q4) 
 • Develop Succession plan for board and GM Create Plan 
FY 2018-
2019 (Q4) 
Key Capital 
Project(s): 
• All capital projects will require significant financial 
planning and communication with the embassy and 
bureaucratic partners in Washington DC. See 
subsequent scorecard perspectives. 
 
Metric for 
Success: 
• Revenues of Club increase overall by 15% per year 
until Q4 2023. (Then re-evaluate). 
• Profit of major tenant increases by 8% per year until 
Q4 2020.  
• Costs for emergency maintenance decrease by 20%. 
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• Rainy day fund created by 2022 to assist all local 
staff affected by shutdowns for 3 months (at 75% of 
the predetermined rate). 
• 75% of net profit is earmarked for operations and 
maintenance, capital projects, salaries, and rainy-day 
fund, etc. 
• Maintain excellent accounting and financial reports. 
Audits show that our bookkeeping is 95% error free.  
• Zero financial malfeasance or misfeasance by those 
handling funds.  
• Increase venue rental bookings by 20% by FY 2019-
2020 over FY 2018-2019. 
Resources 
Required: 
• Talented highly motivated board. Recruit board 
members with financial management and business 
expertise. (Project management and construction 
expertise a bonus.) 
FY2018-
2019 (Q3) 
• HR Resources: GM will need to devote time to help 
achieve these goals. 
FY2018-
2019 (Q4) 
• HR: Accountant required to dedicate hours to 
planning.  
FY2018-
2019 (Q2) 
• Budgets for capital projects defined. ongoing 
• Plan and budget to increase GM and accountant 
salaries if/when financial performance improves. 
Increase positions to full-time. 
Create Plan 
FY 2018-
2019 (Q4) 
 
Customer/Stakeholder Perspective 
The perspective helps define what the Club’s customers and major stakeholders 
(including tenants) value. 
Balanced 
Scorecard 
Category:  
Customer/Stakeholder Perspective Target  
Date (FY) 
& 
Status  
Facility Goals:  This perspective aligns with all four strategic facility goals.  
Goals & 
Objectives:  
(What do we 
want to 
accomplish?) 
• Provide a well-maintained, pleasant, welcoming, 
accessible and safe facility that “wows”. 
 
• Be the venue of choice for families, youths, 
professionals and groups desiring a recreational 
space for national day events, birthday parties, gay 
pride events, etc. 
 
• Be a sought-after business partner.   
• Delight our customers with reliable, clean facilities 
and first-class facility management services. 
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• Be agile and able to provide prompt, courteous and 
effective customer service in an ethical manner.  
 
• Model sustainable practices and insist our vendors 
and tenants do the same. Demonstrate the business 
case for sustainability. 
 
Strategies:  
(How we will 
accomplish our 
goals? What is 
the measure?) 
• Perfect predictive maintenance with a specific focus 
on child-safety.  
Create PM 
Plan FY 
2019-2020 
(Q1) 
 
• Survey customers yearly and conduct some in-person 
interviews. Include gym customers in survey or 
create separate survey.  
FY 2019-
2020 (Q1) 
• Maintain a mutually beneficial relationship with 
tenant and vendors by being responsive and 
investing in facilities that are mutually beneficial. 
(Ideally, businesses want to partner with us.). 
Ongoing. 
• For venue rentals, create SOP so that event set up 
and take down is 8 hours or less for event of 500 
people or less. Measure in order to reduce this 
number by 2020. (Venue rentals should not disrupt 
tenant operations.) 
Ongoing, 
FY 2018-
2019 (Q4) 
Capital Projects 
Prioritized to 
meet Goals: 
• Renovate bathrooms to be larger, accessible to 
people with disabilities, and easier to maintain. 
FY 2018-
2019 (Q3) 
• Renovate commercial kitchen to improve service and 
hygiene. 
FY 2018-
2019 (Q3) 
• Grounds and special events lighting. Create an 
integrated lighting plan. Improve energy efficiency 
by 20% and adhere to USA energy standards for 
exterior lighting. 
FY 2019-
2020 (Q1) 
• Roof reconstruction project to be completed by 2021. 
Includes working with partners in Washington and 
local vendors. 
 
Begin 
Planning 
FY 2019- 
2020 (Q1) 
 • Create and implement a recycling program that 
strives for zero waste, including restaurant waste 
FY 2019-
2020 (Q4) 
 • Create and implement zero waste program and SOP 
for venue rentals. Currently events create massive 
amounts of waste. 
FY 2019-
2020 (Q1) 
Metric for 
Success: 
• Maintain a zero personnel or customer 
injury/accident rate as a result of facility failure or 
deficiency.  
• Decrease complaints due to poor hygiene or 
cleanliness of facility including grounds by 90% 
over next 3 months. 
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• Adhere to an APPA Custodial Standard Level 2 for 
all restroom, dining areas and leasable meeting 
spaces. 
• Restaurant food waste reduced by 50% over next 12 
months. 
• Non-biodegradable waste (mostly created renters of 
venue) reduced by 50% over next 6 months. 
Resources 
Required: 
• HR: GM needs to improve business relationship and 
perfect communication of goals, strategies and tasks 
with tenant and with embassy’s facilities team. 
FY2018-
2019 (Q3) 
• Need budget to increase security during some events. 
Create chargeback policy. 
FY 2018-
2019 (Q4) 
• Plan and budget to increase GM and accountant 
salaries if/when financial performance improves. 
Increase some positions to full-time. 
FY 2020-
2021 (Q2) 
• Plan and budget for capital improvements listed 
above. 
FY 2019-
2020 (Q2) 
 
Internal Processes Perspective 
The Internal Processes Perspective identifies actions that are holding the organization 
back and determines achievable strategies and tasks to make goals realizable. 
 
Balanced 
Scorecard 
Category:  
Internal Processes Perspective Target  
Date (FY) & 
Status  
Facility Goals:  This perspective aligns with all four strategic facility 
goals. 
 
Goals & 
Objectives:  
(What do we 
want to 
accomplish?) 
• Create a culture of strategic facility planning where 
staff take the lead on constant improvement. 
 
• Optimize the project planning process and execute 
capital projects when planning is complete, and 
funding is available 80% of the time. (Too often 
projects are stalled because the Cub is not ready 
with vendors to implement projects that are 
planned and budgeted.) 
 
• All staff consistently behave ethically and focus on 
customer satisfaction that project American values. 
 
• Efficiently procure essential materials and products 
and optimize the supply chain (in local market and 
USA markets). 
 
 • Keep store room up-to-date including paper trail.  
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Strategies:  
(How we will 
accomplish our 
goals? What is 
the measure?) 
• Hire an attorney to vet boiler plate verbiage for 
vendor contracts to streamline contracting and 
protect the club, the board and the facilities team. 
Complete 
FY 2018-
2019 Q2 
 
• Prepare a database of vetted consultants and 
contractors. Build rapport with them. 
• If embassy facilities staff are unable to respond to 
work orders in a timely manner the GM (with 
permission) can quickly vendors. 
Ongoing. FY 
2018-2019 
(Q4) 
• All staff will submit transparent, defensible work 
reports.  
Ongoing. 
FY 2018-
2019 (Q2) 
• Staff will report on inefficiencies and make 
suggestions for improvement. The board will 
review and make a focused effort to address all 
input. 
Ongoing. 
FY 2018-
2019 (Q2) 
• Communicate the expectation for ethical behavior 
and then enforce it.  (Recently, some guards were 
using the club’s restrooms for showering and were 
smoking a traditional bong in their booth.) They 
have been disciplined and some fired. 
Ongoing. 
FY 2018-
2019 (Q2) 
• Develop plan to work with procurement 
department at embassy to import products from the 
US. Capitalize on Embassy’s power to manage 
customs issues with host country. The Club must 
present a clear procurement plan for ADA toilets, 
outdoor commercial-grade furniture and some 
plant equipment. 
Create Plan 
& submit it 
to 
Procurement  
FY 2018-
2019 (Q3) 
• Document Real Assets. Get a site plan created by 
an architecture company who can survey the 
property. Site plan must include, location of 
buildings and structures, trees and plantings, 
parking, curbs, drainage, sewer, gas and electrical 
lines, property lines, access. This will enable the 
Club to accurately discuss capital projects and “hit 
the ground running” once they decide to implement 
a building project. Time: approximately 1 month. 
Budget: $7,000 USD. Request a CAD file, a PDF 
and a printed copy scale: 1:10.  
FY 2019-
2020 (Q2) 
 • Store materials and equipment for quickly 
repairing critical equipment. 
Create 
procurement 
plan. 
FY 2019-
2020 (Q2)  
Key Capital 
Project(s): 
• none  
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Metric for 
Success: 
• Less than 20% of projects placed on hold for 
logistical reasons after they have been planned and 
budgeted. 
• Have a list of 3-5 excellent vendors and/or 
contractors in each category (architect, project 
manager, landscape, engineers, general contractors, 
plumbers, electrician, painters, and so forth) 
• Zero legal conflicts and challenges as a result of 
poorly written contracts. 
• Zero ethics violations. 
• 100% of in-house facilities projects are completed 
on time and on budget. 
• Reduced delays for emergency repairs by 80%--
have equipment and materials available in store. 
 
Resources 
Required: 
• Budget for consulting fees.  
• HR: GM and accountant hours. 
• Reporting will need to be iterative. 
• $7,000 for updated digital site plan 
 
Additional Recommendations for Customer/Stakeholder Perspective 
• Vet consultants and vendors. This will take a dedicated team (such as one board 
members and the GM and the GM’s assistant to help translate) to interview and prepare a 
database. Find people who know construction and project management. Be prepared to 
pay more to get adequate service.  Difficulty finding good consultants and vendors is an 
issue worldwide, especially in developing countries, as many professions including 
architecture and engineering do not have professional associations that set standards for 
licensure. Get referrals from other organizations (including embassies and hotels) 
interview potential vendors, visit a sample of completed work, review references. 
• Contracts. Make sure contracts are written in English and that English takes precedence. 
Any translations into the local language can be provided as a courtesy.  Recently the 
contract for the bike path was so poorly written that the club had nearly no leverage when 
change orders were requested. 
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Learning and Growth Perspective 
The Learning and Growth Perspective describes skills and knowledge that employees 
(and the leadership team) should gain in order to be more effective and better equipped to meet 
the financial and customer goals listed above. 
Strategic Objectives: 
 
Balanced 
Scorecard 
Category:  
Learning & Growth Perspective Target  
Date (FY) 
& 
Status  
Facility Goals:  This perspective aligns with all four strategic facility goals.  
Goals & 
Objectives:  
(What do we 
want to 
accomplish?) 
• Develop and retain high quality staff.  
• Employees are sustainability evangelists.  
• All employees can creatively problem solve and 
excel in their field or line of work. 
 
• Employees feel the Club supports professional 
development. 
 
Strategies:  
(How we will 
accomplish our 
goals? What is 
the measure?) 
• Provide 15 hours/year of sustainability training 
(online is acceptable) so that all staff understand the 
value of sustainable practices and can explain and 
answer customer questions.  
Complete- 
Valid until 
2023 (Q4) 
• Provide 20 hours/year of management and finance 
training for GM and accountant so that they can 
excel at their jobs and advance in their careers. GM 
should attend annual conference (budget for this). 
Finalize 
Plan FY 
2018-2019 
(Q3) 
• Provide 20 hours/year for trades training to update 
their knowledge with more technologically advanced 
approaches. Can be done partially online. 
FY 2019-
2020 (Q1) 
• Improve hiring process so there are no hiring gaps 
and re-write job descriptions to better ensure the 
right people are hired. 
Complete 
• Create exit interview process for board members and 
staff to retain institutional knowledge and build a 
database of lessons learned. 
Complete 
• Update Club data into Embassy’s CMMS and 
provide training for Club facilities staff to use. 
Currently only embassy facilities use CMMS.  
FY 2019-
2020 (Q3) 
Key Capital 
Project(s): 
• Implement capital projects as part of sustainability 
training: 
o Change lights for LED. 
o Solar panels on roof. 
Begin 
Planning 
FY 2019- 
2020 (Q1) 
Appendix J 
 
 
xxi 
o Implement zero waste program. 
Metric for 
Success: 
• Use sustainable energy sources to reduce fossil fuel 
energy consumption by 25 %. Track savings. 
• All staff receive functional training and eventually 
can manage people. 
• Have one staff member be LEED certified. 
• All staff received sustainability training. 
• GM is able to present sustainability lessons learned 
at annual conference. 
 
Resources 
Required: 
• HR time for trainings. FY2018-
2019 (Q3) 
• Budget for trainings. FY2018-
2019 (Q2) 
 
Additional Recommendations for Learning and Growth Perspective 
• Communications. The Atlanta Airport case study states that having excellent 
communications between the facility management section, the leadership, and airport 
stakeholders (including the ownership team) has been one of the top reasons for their 
success. The Club has celebrated the completion of projects that improve the facility by 
inviting all stakeholders to unveiling parties. This has raised the Club’s profile, and 
overall customers have expressed their approval with the improved facilities. However, 
the Club needs an internal communications strategy as a minority of stakeholders, who do 
not see their needs being addressed, have been antagonistic.  The Club needs to better 
explain what the leadership is working on and what their priorities are. 
Risk Assessment & Strategic Scenarios 
A SWOT analysis was used to structure a discussion on potential risks. It was determined 
that the following scenarios could affect the profitability and viability of the Club. While it is 
challenging to create a plan for a hypothetical situation, it was decided that any scenario plan 
should do double duty: it should ensure the liquidity of the Club and dovetail with at least one 
other goal. “…scenarios insulate [an organization] from failure” (Roper & Payant, 2014). 
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Scenario 1: Government Shutdown  
Government shutdowns have become increasingly common, and it would be naïve to 
assume this type of politicking will cease any time soon. The Club exists, in part, to support 
embassy functions and to bolster morale among employees. As such, the board is considering 
loaning money to locally employed staff, who would be severely impacted by a loss of income as 
a result of a long-term government shutdown. One risk in loaning staff money is that staff could 
quit and never repay the money and engaging in legal disputes would not be cost effective. 
However, there is a precedent for loaning money to local employees in other countries and there 
a mechanism for garnishing wages to institute repayment.  
A program is needed that will allow the Club to save a pre-set percentage of revenues in 
case of a shutdown and the Club must determine what cost-saving measures they can implement 
so that they can afford to issue loans. If solar panels are installed on the new roof of the 
restaurant, the energy savings could be earmarked for loans. While this would help the Club 
meet its sustainability goals (Goal 4), it would also help to keep profits safe from being returned 
to the general fund. Other sustainability projects could include, capturing rainwater for landscape 
irrigation in summer months or implementing the zero waste plans listed above. In all cases, the 
savings could be measured and obligated to the budget for loaning money. 
Scenario 2: Lose Funding for Security Guards. 
A recent inspection report noted that embassy guards are stationed at the Club even 
though the Club is open to the public. Although this is legal, in general, the US Government does 
not pay to secure facilities that are open to the general public, and it is possible that the funding 
for the guard force will end. If this were to happen the Club will have to hire a security team 
which could cost as much 30% of their current budget. To reduce the overall cost of a hiring a 
security company at a later date, the Club should begin planning and implementing security 
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updates, such as removing and replacing the guard box, upgrading the alarm and closed-circuit 
camera system, possibly rebuilding the fence, doing reconnaissance on neighboring buildings 
and owners and so forth. In doing so, the club can obligate revenues for capital projects to 
improve safety (Goal 1) while creating the infrastructure that would reduce the overall first 
investment for security should the Club suddenly find themselves without a full-time security 
guard force. 
